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To  the  Honorable  the  Mayor: 

There  are  many-  compelling  reasons  why  Boston  should  under- 
take (a)  an  in-service  training  program  and  (b)  a  review  of  depart- 
mental  operations. 

1)  There  has  been  a  reduction  of  9.i|.^  in  the  number  of 
permanent  positions  (exclusive  of  schools)  in  City  and  County  Depart- 
ments since  1957  with  no  reduction  in  the  demand  for  municipal  ser- 
vices. 

2)  Many  key  employees  are  approaching  an  age  when  they  can 
retire  and  their  successors  should  receive  superior  training  to  admin- 
ister municipal  functions  in  an  increasingly  technological  age  and  a 
period  of  expanding  municipal  services. 

3)  Education  and  training  has  much  to  offer  in  this  situ- 
ation, as  many  cities  have  experienced,  through  study  of:- 

a.  Subject  matter  in  specific  municipal  functions; 

b.  Modern  principles  of  organization,  administra- 
tion and  management. 
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Ij.)  A  far-reaching  Capital  Improvement  Program  is  proposed 
Tv'hich  would  provide  new  or  additional  facilities  and  buildingsin 
virtually  every  municipal  function.   It  is  important  that  modern 
concepts  govern  the  programsbeing  administered  in  these  departments 
and  the  training  of  the  personnel  involved  in  such  programs, 

5)  Personnel  needs  and  departmental  operations  are  closely 
inter-related;  personnel  needs  should  be  spelled  out  based  on  modern- 
ized operation  and  management.  The  fulfillment  of  such  needs  lies  in 
a  development,  training  and  recruitment  program. 

6)  Most  municipal  departments  will  soon  be  housed  and 
centralized  in  a  new  City  Hall.  The  current  interval  provides  an 
opportunity  to  make  a  needed  review  of  intra-and-inter-departmental 
operations  to  achieve  the  most  desirable  pattern  of  organization  and 
administration  and  to  adapt  the  techniques  of  non-governmental  enter- 
prise to  the  management  of  municipal  departments,  instead  of  neces- 
sarily perpetuating  present  patterns, 

RECOMMENDATIONS 

In  view  of  the  foregoing  the  Finance  Commission  believes 
that  an  in-service  training  program  should  be  sponsored  by  the  City, 
First,  a  determination  of  the  future  job  needs  of  the  City  by  type 
and  volume  should  be  made. 

The  future  pattern  of  job  needs  can  be  discovered  only  by  a 
review  of  the  operations  and  organization  of  departments.  This  step 
is  particularly  important  at  this  time  because  City  departments  are 

to  be  housed  and  centralized  in  a  new  City  Hall  and  this  will  provide 

if 
'  an  opportunity  to  make  any  advisable  corrections  in  departmental 

:||i  operations. 
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The  Finance  Coxnmission  believes  that  the  training  and 
v3evelopment  of  employees,  as  is  done  in  many  other  cities  is  a  neces- 
sary aid  to  efficient  and  effective  operation  of  the  City  service  and 
that  a  plan  for  training  and  development  of  employees  to  prepare  them 
for  increased  responsibilities  and  wider  promotional  opportunities 
should  be  undertaken  by  the  City. 

THE  NEED  FOR  RECRUITMEMT  AND  TRAINING 

The  age  ranges  of  Boston's  municipal  employees  clearly 
indicate  that  the  City  will,  within  a  few  years,  lose  large  numbers 
of  employees  through  pension.  Many  of  these  will  be  employees  in  key 
positions.  Approximately  50?^  of  the  employees  are  50  years  of  age  or 
over,  and  about  one-half  that  number  are  hovering  around  the  60-year 
mark  or  have  passed  it.  This  means  that  there  are  many,  including 
key  personnel,  who  are  presently  or  soon  will  be  in  a  position  to 
retire. 

This  should  give  the  City  pause  and  call  for  some  reflection 
on  the  question  of  recruitment  and  training  personnel.  The  human 
resources  of  any  enterprise  must  be  continuously  replenished.  Young 
people  must  be  brought  in  at  the  bottom.  Accordingly,  a  recruitment 
and  training  program  should  be  developed  as  private  industry  competes 
for  the  type  of  personnel  which  the  City  should  be  acquiring  for  the 
best  development  of  its  administrative,  professional  and  technical 
services. 

Massachusetts  Civil  Service  posters  which  advertise  exam- 
inations are  not  enough  to  recruit  effectively  for  Boston's  municipal 
services  conceived  in  today's  terras. 
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Boston  is  not  alone  in  the  problem  of  developing  key 
personnel  for  years  ahead.  The  best  possible  training  fszi*  replacement 
of  key  personnel  appears  to  be  a  matter  of  concern  in  many  municipal- 
ities. The  Director  of  Training  and  Career  Development  in  New  York 
City  states  that  the  crux  of  the  problem  is  that  many  employees  who 
entered  the  service  during  the  depression  are  approaching  the  age 
bracket  where  retirement  becomes  possible  and  this  gives  rise  to  a 
needed  strong  replacement  program.  This  is  also  Boston's  situation. 

THE  MUNICIPAL  MANPOWER  PICTURE 

Many  cities  have  already  undertaken  such  training  programs. 
It  is  time  for  Boston  to  assess  the  scope  of  training  responsibil- 
ities and  efforts  and  ask,  "Are  we  doing  enough?" 

A  recent  survey  by  the  International  City  Managers 
Association  for  the  Municipal  Manpower  Commission  points  to  the  need 
for  training  and  developing  local  government  personnel  in  the  follow- 
ing words. 

"...  Traditional  functions  of  local  government  have 
been  revolutionized  by  the  new  technology  and  the  changing 
character  of  American  society.   Skilled  and  professional 
personnel  are  needed  in  local  governments  today  where  10 
years  ago  neither  the  skill  nor  the  profession  existed. 
Even  the  most  conservative  projections  of  personnel  needs 
suggest  an  intensification  of  demand  for  better  trained 
and  more  specialized  personnel." 

"Meeting  both  the  present  and  future  demands  for  better 
trained,  more  specialized  technical,  professional,  and 
administrative  personnel  in  local  government  is  a  task 
of  no  mean  proportion."   "...  At  the  same  time  such  efforts 
will  be  only  partially  successful  if  they  are  not 
accompanied  by  a  fuller  recognition  of  the  role  and 
function  of  post-entry  education  as  an  integral  part  of 
the  personnel  function  in  local  governments.   Only  by  more 
effective  post-entry  educational  efforts  will  it  be 
possible  to  Insure  the  maximum  development  and  utilization 
of  present  and  future  personnel  resources," 
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The  I. CM. A  report  continues:- 

"...  Availability  of  the  new  technology  will  probably 
result  in  the  emergence  of  a  new  echelon  of  management 
personnel,  planners,  programmers,  and  so  on,  on  a  scale  far 
greater  than  today.  For  while  many  cities  have  utilized 
middle  management  personnel  to  strengthen  the  process  of 
administration,  generally  this  level  of  management  has  not 
been  highly  developed." 

"The  electronic  computer  is  but  one  area  in  which  changes 
in  technology  may  affect  local  governments  and  the  demand 
for  administrative,  professional,  and  technical  personnel," 

"Advances  in  the  technology  of  transportation  have 
created  the  demand  for  specially  prepared  persons  with  skills 
not  possessed  by  the  highway  or  public  works  engineer  of  two 
decades  ago.   Professionals  in  each  of  the  several  other 
functional  fields  can  cite  developments  in  their  particular 
area  which  are  rapidly  modifying  the  character  of  positions 
in  local  government  and  the  educational  training  required  for 
effective  performance." 

"Not  only  has  more  been  asked  for,  but  a  better  quality 
of  service  has  been  sought.   Providing  effective  services 
within  the  existing  framework  of  local  government  has  placed 
a  premium  on  administrative  and  managerial  ingenuity.  That 
communities  have  not  yet  experienced  a  major,  insoluble  crisis 
is  a  tribute  to  the  talent  and  hard  work  of  local  officials' 
and  local  government  personnel  who,  despite  the  constraints 
imposed  by  these  archaic  and  outmoded  organizational  arrange- 
ments, have  pr'ovided  services  of  an  acceptable  quantity  and 
quality?" 

"Both  the  quantitative  demands  for  governmental  services 
and  the  changing  character  of  local  government  employment 
indicate  clearly  the  need  for  modifications  in  the  organiza- 
tional and  employment  patterns  at  the  local  level." 

The  report  spells  out  some  specific  situations :- 

"Whether  one  examines  a  department  of  finance,  a  depart- 
ment of  health,  or  any  other  governmental  agency  in  a  large 
urban  community,  he  will  find  the  same  striking  picture:   the 
need  for  highly  specialized  and  well-trained  personnel.  The 
traditional  functions  of  accounting,  revenue  collection,  and 
assessment  have  been  revolutionized  not  only  by  the  new 
technology  of  data  processing  but  also  by  the  impact  of  these 
activities  and  the  necessity  to  relate  public  expenditures 
at  the  local  level  to  the  total  economy  of  the  region.  Fiscal 
programming  for  urban  renewal  involves  a  complicated  set  of 
factors  that  must  be  considered  in  relationship  to  the  total 
investment,  both  public  and  private,  in  a  given  area," 

(Underscoring  added) 
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"While  the  ultimate  impact  of  these  developments  is 
not  clear,  it  is  relatively  apparent  that  local  governments 
will  be  forced  to  modify  existing  personnel  practices  and 
procedures  if  these  units  are  to  compete  effectively  for 
individuals  with  the  knowledge  and  skills  necessary  to 
carry  forward  this  new  set  of  governmental  endeavors.   It 
is  also  reasonable  to  expect  that  the  need  for  post-entry 
training  of  all  kinds  will  be  more  essential  than  ever. 
That  local  government  is  on  the  threshold  of  an  era  that 
holds  both  greai"  promise  and  great  challenge  can  be  stated 
with  little  fear  of  contradiction.  Whether  administrators 
will  be  able  to  devise  programs  to  provide  local  governments 
with  the  requisite  organizational,  fiscal,  and  human  resources 
remains  the  critical  question  of  the  1960's." 

"In  the  broadest  sense,  post-entry  training  involves  any 
activities  designed  to  upgrade  the  capacity  of  an  employee 
once  he  has  joined  an  agency." 

Cities  which  have  undertaken  post-entry  training  for 
personnel  include  Detroit,  San  Diego,  New  York  City,  Cincinnati, 
Philadelphia,  Phoenix,  Los  Angeles  County,  Wayne  City  (Michigan),  and 
New  York  Port  Authority.   Many  state  governments  sponsor  post-entry 
training  for  local  government  officials. 

An  outline  of  the  operations  in  New  York  City  and 
Philadelphia  will  illustrate  the  operation  of  an  in-service  training 
program  at  the  local  level.   Separate  training  programs  are  set  up  at 
each  of  several  levels:   Professional,  Technical,  Supervisory,  Middle 
Management,  and  the  levels  below  supervisory. 

A  program  reaches,  for  instance,  to  engineering  trainees  to 
develope  for  higher  engineering  posts.  The  Boston  Public  Works 
Department,  incidentally,  is  in  the  process  of  engaging  assistance 
from  Northeastern  University  to  analyze  the  personnel  needs  and  9trg&n- 
tion  of  that  Department,  looking  to  an  in-service  training  program  to 
develop  needed  engineering  personnel. 

(Underscoring  added) 
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The  content  of  the  courses  in  New  York  indicate  a  concern 
with  employee  development  at  all  levels.  Course  titles  are  signifi- 
cant:  "Management  for  Professional  Personnel,  Middle  Management, 
Improved  Supervision,  Introduction  to  Supervision."  Here  is  an 
effort  to  develop  key  personnel. 

The  program  also  reaches  below  the  supervisory  level  for 
the  purpose  of  improvement  of  job  skills  and  preparing  employees  to 
move  up  the  career  ladder.  For  example:   skills  improvement  for 
typists,  secretarial  development;  there  is  an  Institute  for  Electrical 
Engineers,  an  Institute  for  Civil  Engineers,  and  an  Institute  for 
Training  Officers,  Courses  for  understanding  statistics,  charts  and 
graphs  for  employees  who  lack  a  strong  mathematical  background. 

Another  instance  of  concern  with  employee  training  is  found 
in  Metropolitan  Dade  County  (Pop,  935 » 01^7)  which  has  adopted  a 
tuition  refund  program  providing  for  a  $0%   refund  of  tuition  fees  for 
training  courses  taken  by  county  employees  at  local  educational 
institutions, 

SPECIFICS  OF  THE  NEW  YORK  CITY  AND  PHILADELPHIA  TRAINING  PROGRAMS 

An  outline  of  how  two  major  American  cities  have  proceeded 
in  this  field  should  be  useful  to  Boston  in  planning  such  an  under- 
taking. 

New  York  City  has  3  training  programs  for  post-entry  purposes 
and  an  orientation  program  for  new  personnel.  The  3  training  programs 
are  evening  coiirses  for  City  employees,  trainee  courses,  and  advanced 
courses  in  the  executive  area. 
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A.  Evening  Courses 

The  evening  courses  are  open  on  a  voluntary  basis  to 
employees  at  all  levels.  They  are  sponsored  jointly  by  the  City 
Department  of  Personnel,  the  City  College  and  Long  Island  University, 
The  contribution  of  the  colleges  consists  largely  of  management 
(issuance  of  certificates,  handling  of  tuition, et  al.)  The  City  pro- 
vides the  instructional  staff  from  paid  top  municipal  employees,  as 
well  as  classroom  space,  publicity,  and  promotion  and  determination  of 
courses  to  meet  the  City's  needs.  Much  of  the  subject  matter  used  in 
competitive  examinations  is  covered  in  these  courses.  This  program 
offers  the  employee,  at  a  nominal  fee,  a  wide  variety  of  college-level 
courses  designed  to  help  him  improve  his  job  skills  and  prepare  for 
promotion.   In  fact,  each  course  completed  is  considered  by  the 
Department  of  Personnel  as  the  equivalent  of  a  2-point  college  course 
for  the  purpose  of  qualifying  for  a  competitive  examination. 

B,  The  Executive  Program 

This  program  was  originally  subsidized  by  the  Pord  Foundation 
but  is  now  financed  by  the  City  under  a  contract  with  New  York 
University,  The  courses  are  intended  to  strengthen  the  professional 
managerial  skills  of  top  level  City  administrators:  agency  heads, 
deputy  commissioners,  bureau  chiefs,  and  senior  officials. 

This  program  is  open  to  officials  of  the  Metropolitan  area. 
This  suggests  an  interesting  possibility  in  the  Boston  metropolitan 
area  which  Includes  so  many  municipalities  in  a  closely  knit  group,  all 
faced  with  similar  problems  in  meeting  manpower  needs.  This  is  the 
possibility  of  a  co-ordinated  program  between  municipalities  in  the 


^. -t    ' 


<ir 


—  rifrf 


no  aoqc  -O'T. 


J.6S3    1&    ■\JJus^3'X:S..i 


■~,aco   •• 


"xo  .;::  0 1  ;f sityxm'mi)  w  o 


■1   7'*:, 


.UixnG:: 


;-C,'Tyo 


«U   fc. 


^rfoil'omc-- 


Ic     9acq'XJJ'4    iJflu     'iOJ. 


rsoi^Bbnuo'iT  bTo'9  exi*  vd  be  :  'so   r.'- 

nscfiloqo'X^i'sm  no.  LXlcf.t3Sc>  


.■,,<»  if^o   p "^ E^f.-' i* 0 n ''  H' 


aXiii'       ,3iieo;i    'lewoqqiSii   gi:j..;yi?i.t   Ha    y.n:..iOvi.. 


©4*  ni  aeJI:*iXBq.i:oi:nxj'm  aa^vrJad  wB-igoiq  beiBalbto-  :.o  YJi-t^^iaao 


-  9^  - 

Boston  metropolitan  area  using  the  resources  of  the  many  universities 
which  lie  within  this  area. 

C_.  Trainee  Programs 

The  City  has  established  a  whole  range  of  trainee  positions 
in  the  fields  of  administration,  management,  engineering,  housing  and 
redevelopment,  et  al.  These  trainees  are  graduates  of  colleges  and 
universities  brought  into  the  municipal  picture  to  be  trained  during 
a  period  ranging  from  6  months  to  2  years.  The  hope  is,  notwith- 
standing the  prospect  of  losing  such  trainees  to  private  industry  and 
the  Federal  Government,  that  many  will  remain  to  form  a  source  of 
high  level  staff. 

Another  plan  was  established  as  a  specific  aid  in  reducing 
drop-outs  at  the  high  school  level;  here  an  opportunity  is  provided  to 
finish  high  school  while  learning  on  the  job,  the  student  working  on 
the  job  one  week  and  attending  school  the  next  week.  This  is  a  low 
level  entrance  at  technical  or  general  work. 

Another  program  involves  the  placing  of  college  students  for 
an  8-week  period  in  various  municipal  departments;  there  is  no  wage 
compensation  involved  -  it  is  done  solely  as  a  school  prerequisite  to 
familiarize  the  students  with  municipal  government  operations, 

PHILADELPHIA'S  TRAINING  PROGRAM 

In  Philadelphia  the  City  Charter  provides  that  the  Personnel 
Department  of  the  City  shall  operate  training  programs.  At  the  start 
of  the  program  in  1956,  the  Director  of  Personnel  was  able  to  get 
training  directors  from  private  industry  to  volunteer  their  services 
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as  consultants  and  set  up  a  training  program.  Also,  the  City  had  the 
Pels  Institute  (University  of  Pennsylvania)  which  supplied  endowment 
for  the  training  of  municipal  personnel. 

Experience  with  this  program  has  led  to  certain  convictions 
on  the  part  of  the  Personnel  Department, 

A,  Training  programs  must  be  placed  on  a  voluntary  basis, 

B,  A  director  and  an  assistant  must  guide  the  training 
program  and  sell  it  to  the  department  heads, 

C,  Training,  basically,  is  the  responsibility  of  the 
operating  departments. 

D,  The  greatest  need  is  to  improve  the  supervisory  force 
which  operates  at  the  middle  management  level, 

E,  The  school  system  should  provide  instructors  and  classes 
conducted  during  working  hours  for  specific  needs  (for 
example,  mathematics  for  engineering  aids,  calculations 
for  meter  readers,  etc.). 

The  Pels  Institute  at  the  University  of  Pennsylvania  offers 
courses  toward  college  degree;  employees  are  permitted  to  leave  the 
job  at I|.-o' clock  to  attend  these  classes. 

Another  agency  in  this  effort  is  the  Philadelphia  Training 
Institute,  established  to  give  Job-oriented  courses  to  employees  on  a 
voluntary  basis  in  the  evening  at  $10,00  per  course.  This  Institute 
is  administered  by  a  Board  of  Governors  composed  of  representatives  of 
various  schools  who  employ  a  director.   Instructors  are  recruited  from 
City  Department  Management  and  outside  schools.   Space  and  publicity 
are  provided  by  the  City. 
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In  addition,  the  City,  from  time  to  time,  underwrites 
specialized  training  of  selected  employees  at  outstanding  schools, 
e,g.,  traffic  engineers  at  Yale,  automotive  mechanics  at  Dobbins 
Vocational  School,  etc. 

The  City  has  recently  entered  into  a  contract  with  a  private 
firm  to  make  a  private  study  in  setting  up  courses  for  training  in 
the  management  group,  starting  at  the  very  top  level  and  moving  down 
to  the  supervisory  level. 

Some  of  the  titles  of  evening  courses  in  the  New  York 
program  at  the  college  level  are  significant:-  Personnel  Management 
for  Government  Employees,  Multiple  Dwelling  Law  Applications  for  City 
Inspectors,  Charts,  Graphs,  and  Statistics,  Management  Analysis^ 
Organizational  and  Systems  Planning;  Management  Reporting;  Developing 
Supervisory  Skills  in  Administration,  Interviewing  Techniques;  Case 
Studies  in  Human  Relations;  The  Program  and  Performance  Budget; 
Engineering  Economics,  General  Engineering,  Structural  Planning  and 
Design;  Social  Case  Worker  Supervision;  Electronic  Data  Processing, 
et  al.   Similar  courses  are  found  in  the  Philadelphia  Government 
Training  Institute  program. 

The  Inter-Agency  Training  Courses,  suggested  by  City  Agencies 
as  those  which  would  be  of  the  greatest  value  to  agency  operation 
are  in-service  courses  conducted  during  working  hours.  They  are 
intended  to  supplement  the  department's  training  programs  and  are 
conducted  on  an  inter-agency  basis. 
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SOME  TRAINING  POSSIBILITIES  IN  BOSTON  DEPARTMENTS 

Several  municipal  areas  and  operations  In  Boston  iinmedlately 
suggest  themselves  as  offering  special  benefit  through  training;  and 
development  programs.  For  ex ample :- 

Administrative  Services,   Here  the  functions  of  purchasing, 
personnel  and  budget  represent  fields  in  which  teaching  resources 
at  the  university  level  are  especially  available,  e.g..  New  York  City 
conducts  courses  in  public  personnel  management  covering  selection, 
placement,  position  classification,  performance  rating,  training, 
employee  organization  and  discipline,  relationships  with  Civil  Service, 
etc. 

New  York  City  offers  courses  on  the  theory,  techniques 
and  practice  relating  to  formulating,  maintaining  and  using  organiza- 
tional budgets.  Also  offered  are  lectures  and  discussions  on  the 
theory  and  use  of  administrative  controls,  and  the  development  of  con- 
trol techniques  as  aid  to  the  achievement  of  agency  objectives. 

Budget  and  Purchasing  are  functions  in  which  teaching 
materials  are  plentiful;  training  and  improved  techniques  could  well 
be  offered  with  local  educational  sources. 

Assessing.  The  very  nature  of  this  function  lends  itself 
to  personnel  development  in  this  area  through  courses  in  the  economics 
of  real  estate  and  assessing  methods  to  (1)  develop  a  better  apprecia- 
tion of  departmental  operations  and  (2)  preparation  for  promotional 
examinations  looking  to  the  development  of  key  personnel. 

Building.   In  an  increasingly  technological  age  with 
attendant  complexity  in  building  construction,  the  need  for  training 
in  this  area  is  evident. 
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Financial  Departments.  The  era  of  data  processing  and 
automatic  computation  has  entered  the  field  of  municipal  administra- 
tion just  as  surely  as  it  has  come  to  private  business.  Record 
keeping,  billing,  and  an  increasing  number  of  operations  have  moved 
into  this  area.   It  is  important  that  all  employees  appreciate  the 
operations  and  possibilities  in  this  field,  if  maximum  potential  is 
to  be  realized.  Administration  at  the  supervisory  level  must  under- 
stand the  use  of  such  mechanization,  to  make  decisions  on  depart- 
mental operations.  Here  is  an  area  where  training  is  necessary. 

Centralized  data  processing  affects  all  departments  and  calls  for 
an  understanding  of  its  use  by  administrative  employees  of  all  depart- 
ments. 

To  make  the  various  steps  in  financial  operations  more 
meaningful  and  to  prepare  employees  for  promotion,  courses  in  the 
Massachusetts  system  of  accounts  would  be  valuable.  Municipal 
departments  of  banks  might  also  provide  instruction  in  the  field  of 
municipal  bonds. 

Building  and  Property  Maintenance.  The  maintenance  of 
Boston's  extensive  buildings  and  properties  is  an  important  municipal 
area.  This  work  cuts  across  many  department  lines:  Fire,  Health, 
Hospital,  Library,  Parks,  Police,  School  Buildings,  Real  Property 
departments,  and  Court  House  Commission.  Although  the  City  contracts 
for  most  maintenance  work,  there  is  need  for  training  in  management, 
programming,  budgeting,  standards,  organization  for  control  of  con- 
tract work,  maintenance  programming  on  a  prevention  basis,  and  other 
aspects  of  building  and  property  maintenance. 

Here  the  resources  of  technical  schools  could  serve 
an  important  purpose. 
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COST  ANALYSIS 

One  area  in  which  the  City  should  develop  specially  trained 
personnel  is  in  the  field  of  Cost  Analysis.   Problems  involving 
considerations  and  comparisons  of  cost  constantly  appear  on  all  sides 
and  answers  should  be  forthcoming  to  the  City  executives  and  the 
City  Council. 

The  appraisal  of  specific  budget  proposals  is  a  case  in 
point.   In  fact,  if  the  City  is  to  have  a  real  performance  budget, 
dost  analysis  is  an  essential  ingredient. 

To  arrive  at  a  sound  decision  on  the  choice  of  alternatives 
in  meeting  a  municipal  problem,  an  economic  analysis  is  indicated. 
Financial  programming  for  the  City,  the  cost  of  urban  renewal 
proposals,  capital  budgeting,  and  the  other  fiscal  areas  of  munici- 
pal administration  call  for  the  development  of  a  corps  of  selected 
employees  who  can  be  trained  to  a  high  degree  of  competence  in  these 
areas . 

Using  departments,  as  well  as  the  Purchasing  Division,  can 
make  intelligent  recommendations  in  ordering  equipment  and  supplies 
when  cost  experience  with  such  equipment  and  supplies  is  known. 
Maintenance  of  cost  systems  in  certain  departments  where  cost 
experience  could  be  useful  in  decision-making  would  be  possible 
through  the  in-service  training  of  clerical  personnel. 

These  are  only  a  few  of  the  possible  areas  of  personnel 
development. 
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MECHANICS 

Automotive  mechanics  is  another  area  crossing  departmental 
lines  where  in-service  and  training  would  be  very  important.  The 
same  observation  maybe  made  in  relation  to  staffs  of  mechanics  in 
the  building  trades. 

THE  APPROACH  TO  IN-SERVICE  TRAINING 

The  Manual  for  Municipal  In-Service  Training  (The  Inter- 
national City  Managers'  Association)  offers  the  following  basic 
observations  and  guide  lines  in  setting  up  a  general  in-service 
training  program: - 

"Motivating  the  Employee.  The  employee  is  likely  to 
have  a  favorable  attitude  toward  training  if: 

1.  He  is  fully  informed  of  the  content  of 
the  training  program,  its  objectives  and 
benefits.  The  bulletin  board,  the  city 
newspaper,  public  exhibits,  and  counseling 
facilitate  getting  this  information  across. 

2.  He  is  given  time  for  training  during 
working  hours. 

3.  He  is  given  other  incentives,  such  as 
opportunity  to  make  improvements, 
commendations,  strengthened  job  tenure, 
promotion,  and  a  feeling  of  personal 
worth. " 
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"BASIC  ELEMENTS  OF  A  TRAINING  PROGRAM 

A  training  program  should  be  based  on  a  pre-determined 
plan  formulated  by  the  chief  training  administrator,  department 
heads,  and  the  training  unit.  Organizing  a  training  program  for 
municipal  employees  should  follow  four  steps. 

"Determine  Training  Needs.  Training  should  be  given  only 
when  it  will  likely  result  in  more  efficient  and  economical  govern- 
ment --  only  to  meet  definite  needs.  To  measure  these  needs  a 
training  survey  is  necessary.  Job  requirements  that  an  employee 
does  not  possess  constitute  his  training  needs,  cind  the  sum  total 
of  needs  of  all  members  of  the  staff  constitute  the  training  needs 
of  the  city. 

"Make  Someone  Responsible  for  Training.  Regardless  of  the 
size  of  the  city,  one  individual  should  be  given  responsibility  for 
stimulating,  developing,  coordinating,  and  controlling  the  training 
activities.  The  training  officer  will  have  responsibility  for  the 
selection  of  those  to  be  trained,  courses  to  be  given,  time  and  place 
of  instruction,  selection  of  the  programs,  and  administration. 

"Determine  Methods  of  Instruction.  The  type  of  instruction 
to  be  provided  will  depend  on  such  factors  as  needs,  size  of  group, 
cost,  and  availability  of  local  resources. 

"Evaluate  Results.  The  immediate  purpose  of  training  is 
to  improve  the  competence  and  performance  of  individual  employees; 
the  end  purpose  is  to  raise  the  general  standard  of  public  services. 
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An  attempt  should  be  made  after  a  course  is  completed  to  discover 
how  far  these  objectives  are  realized." 

"It  may  be  advisable  to  set  up  a  special  advisory  or 
steering  committee  on  training,  with  administrative  officers 
formulating  and  carrying  out  the  program.  The  training  officer  would 
serve  as  chairman. 

"It  must  be  emphasized,  once  again,  that  both  management 
and  employees  must  be  in  favor  of  training.  Top  management  must  be 
convinced  of  the  need  and  value  of  training.  Employees  need  to  be 
shown  the  values  derived  from  participation  in  a  training  program. 
Therefore,  it  is  the  job  of  the  training  officer  or  division  head 
to  plan  a  program  harmonizing  the  needs  of  the  municipality  with  the 
personal  values  of  the  individual  participant.  It  must  always  be 
remembered  that  the  success  or  failure  of  a  training  program  hinges 
on  the  acceptance  of  training  by  city  employees. 

"The  chief  administrator,  training  officer,  or  training 
committee  will  have  to  set  up  the  program.  After  they  determine  the 
needs  and  crystallize  the  goals  of  the  program  they  will  run  into 
certain  basic  problems  calling  for  decision  before  the  program  can 
get  rolling.  These  Include  who  is  to  be  trained,  what  they  are  to 
learn,  where  training  is  to  be  given,  who  is  to  pay,  and  who  is  to 
instruct. 

"Those  selected  for  training  should  have  a  reasonable 
expectancy  of  staying  with  the  organization,  have  some  promotional 
potential,  and  demonstrate  an  interest  in  the  program.  Above  all, 
no  one  should  be  "ordered"  to  participate  in  any  training  effort. 
Motivation  is  a  condition  of  learning,  and  there  is  no  quicker  way 
to  kill  it  than  by  forcing  participation. 
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"Course  Content.  How  cam  the  content  of  a  training  program 
best  be  determined  and  developed?  The  basis  of  an  in-service  training 
program  designed  to  improve  performance  on  the  job  is  an  analysis  of 
the  job  itself  to  discover  the  manipulative  operations,  the  non- 
msinipulative  skills,  and  the  related  Information  required  to  perform 
the  job  with  maximxam  competence  and  effectiveness.  Job  analysis  is 
a  fiindamental  technique  in  vocational  education,  and  it  can  be  a 
valuable  aid  in  determining  course  content.  Training  content  will 
be  developed  from  the  experience  of  skilled  workers  in  the  field  and 
should  always  be  approved  by  these  workers.  Every  available  source 
should  be  utilized.  Job  analysis  should  be  recognized  both  as  a 
source  of  training  content  and  as  a  means  of  developing  an  Interest 
in  training  by  those  for  whom  the  training  program  is  designed." 

"Instructors  can  come  from  many  sources:  the  city  itself, 
local  universities,  the  public  school  system,  and  private  Industry. 

"Training  Resources.  Pew  cities  can  afford  to  Invest  the 
necessary  time  and  money  to  provide  all  of  the  aspects  of  a  compre- 
hensive training  program.  The  training  officer  can  be  expected  to 
organize  and  administer  the  training  program,  but  he  cannot  be 
expected  to  select  and  gather  materials,  conduct  the  training  session, 
or  prepare  the  necessary  training  aids.  For  this  reason  the  city 
must  make  the  maximum  use  of  materials,  people,  and  agencies  which 
can  be  of  special  assistance." 
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ANNUAL  CONFERAMA 

The  City's  Annual  Conferamaj  Involving  all  City  departments, 
is  held  in  November.  It  might  be  an  ideal  occasion  to  promulgate 
such  proposed  review  and  discussion  of  the  in-service  training 
program.  Participants  at  this  annual  Conferama  have  traditionally 
been  career  employees  at  the  supervisory  level;  this  is  just  the 
group  on  whom  the  success  of  this  double  proposal  would  depend. 

A  REVIEW  OF  DEPARTMENTAL  OPERATIONS  IS  NEEDED 

Besides  the  establishment  of  an  In-service  training  program, 
another  step  is  necessary.  The  current  Interval  before  the  occupancy 
of  the  new  Boston  City  Hall  affords  an  opportunity  to  review  basic 
administrative  areas  within  and  between  departments  to  prevent 
perpetuation  of  patterns  of  organization,  administration,  work  flow 
and  procedures,  which  upon  review,  are  found  to  warrant  modification. 

The  program  suggested  by  the  Finance  Commission  will  require 
a  great  deal  of  time  and  effort,  but  it  is  the  alternative  to 
perpetuating  present  organizational  and  administrative  patterns  which 
may  well  call  for  change. 

Although  space  studies  of  departmental  requirements  in  the 
new  City  Hall  have  been  made,  further  refinements  are  necessary. 
These  refinements,  however,  should  not  require  a  corps  of  outside 
consultants;  these  can  proceed  largely  from  the  department  them- 
selves; this  is  discussed  later  in  this  report. 

In  view  of  the  time  that  will  be  required  to  conduct  such 
a  review,  plans  to  carry  out  this  work  should  be  drawn  up  soon. 
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Such  a  study  and  review  should  Include  the  following  basic 

1.  Isolation  and  solution  of  problems  of  over- 
lapping and  duplication. 

2.  Intra-departmental  and  inter-departmental 
relationships. 

3.  Policies  and  procedures. 

4.  Records  management  {retention,  storage, 
disposal  and  microphotographing) . 

5.  Physical  layout  and  equipment. 

6.  Establishment  of  routines  and  work  flow. 

7.  Preparation  of  manuals  of  procedure. 

8.  Clarification  of  lines  of  authority. 

9.  Filing  equipment  and  layout  for  mechanized  operations. 

10.  Mail  processing  and  correspondence  control. 

11.  Communications  and  reporting  systems. 

12.  Forms  control  and  standardization. 

13.  Work  distribution. 

14.  Centralization  versus  decentralization. 

15.  Periodic  departmental  reports  and  elimination  of 
intra-departmental  reports  that  do  not  serve  a 
control  purpose. 

16.  Equalization  of  work  volume  and  scheduling  of 
operations  to  reduce  pesik  loads. 

17.  Labor-saving  devices  such  as  mail  opening,  dictating, 
photographic  recording,  accounting  and  tabulating 
equipment,  duplicating  equipment,  et  al,  where 
warranted  by  volume  work. 
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A  SELF-SURVEY 

Fortunately,  a  real  appraisal  of  departmental  operations 
need  not  involve  extensive  and  expensive  outside  consultant  services. 

The  Finance  Commission  suggests  that  the  technique  of  the 
"self -survey",  along  the  lines  of  the  Massachusetts  self-survey,  be 
adapted  to  Boston  for  such  an  organizational  and  operational  review.* 

The  Massachusetts  self  study  is  essentially  a  detailed  fact 
finding  and  self  analysis  to  be  conducted  by  a  self-survey  teams 
composed  of  career  employees  and  departmental  officials  and  reviewed 
by  a  volunteer  citizens  management  group.  The  plan  is  based  on  the 
conviction  that  competence  and  practical  ideas,  based  on  experience 
and  observation,  and  the  ability  to  describe  departmental  operations 
may  be  found  in  the  ranks  of  the  career  service.  Its  purpose  smd 
objective  is  to  modernize  management  and  administrative  practices 
and  techniques. 

A  self-service  team  under  this  plan  would  be  set  up  in  each 
department  which  would  conduct  a  critical  appraisal  of  departmental 
operations  in  the  several  areas  listed  above,  using  manuals  prepared 
for  the  purpose.  The  resultant  findings  and  recommendations  would 
be  passed  up  to  a  review  group.  In  some  cases,  implementation  of 
findings  and  recommendations  may  be  authorized  without  further  review. 

Although  the  Massachusetts  self-survey  document  was  prepared 
for  State  departments  it  is  adaptable,  with  certain  variations,  to 
the  municipal  level. 


*  This  is  a  plan  set  up  by  the  Massachusetts  Commission  on 
Administration  and  Finance  several  years  ago. 
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Specific  areas  for  examination  have  been  spelled  out 
above  as  of  particular  Interest  at  this  time  in  the  Boston  pictTore, 
The  following  list  of  study  areas  found  in  the  State  self-study 
approach  places  items  in  convenient  functional  categories :- 

i*  Organization  and  Structure.  Appraisal  of  the 
consistency,  validy  and  efficiency  of 
existing  departmental  organization  and  its 
relationship  to  the  overall  structure  of 
City  Government. 

2.  Reporting  and  Information.  Management  reports; 
financial  reports;  public  reporting. 

^.  Budget  Process  and  Fiscal  Control. 

a.  The  overall  and  departmental  budget  process. 

b.  Program  planning  and  analysis. 

c.  Performance  standards  and  measurement. 

d.  Purchasing,  supply  and  contract  administration. 

e.  Capital  outlay  planning  and  budgeting. 

!i-     Plant  and  Property  Management. 

a.  Upkeep  and  general  Maintenance, 

b.  Scheduling  and  financing. 

c.  Design  and  construction  administration. 
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^.  Systems  and  Procedure. 

a.  Payroll  administration. 

b.  Accounting  and  bookkeeping. 

c.  Machine  feasibility. 

d.  Records  control  and  file  storage. 

e.  Paperwork  control. 

f.  Printing,  publishing  and  mailing. 

g.  Control  of  travel  expenses, 
h.  Use  of  vehicles. 

i.  Telephone  and  radio  comrnxmications. 

6.  Personal  Policy  and  Administration. 

a.  Recruitment,  training  and  promotion. 

b.  Wage  and  salary  administration. 

c.  Seasonal  and  peak-load  employment. 

d.  Incentives,  merit  system  and 
performance  ratings. 

e.  Fringe  benefits,  retirement  and 
pension  systems. 

f.  Discipline  and  responsibility. 

USING  PREVIOUS  FINANCE  COMMISSION  SURVEY 

The  1950  overall  survey  made  by  the  Finance  Commission 
which  covered  all  departments  would  have  a  special  value  here.  This 
was  a  survey  of  the  organization  and  administration  of  all  City 
departments  and  was  accompanied  by  recommendations.  The  lapse  of 
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time  since  the  pviblication  of  that  report  has  brought  certain  changes 
but  the  content  of  these  several  departmental  reports  may  serve  as 
points  of  departure  and  provide  a  methodology  for  a  new  review  of 
organization,  administration,  and  procedure. 

LOCAL  TRAINING  RESOURCES 

Boston,  fortimately,  is  uniquely  endowed  with  educational 
resources  to  carry  on  an  in-service  training  program.  Especially 
relevant  are:   the  University  Extension  Division  of  the  Massanhns<=»i-.tg 
D^p.'-t    of  Education,  the  Adult  Education  Division  of  the  Boston 
School  Department  and  the  local  universities  and  technical  schools. 

The  Tiniversity  Extension  Division  is  geared  to  organize 
sind  administer  instructional  programs  in  virtually  any  area.  This 
Division  has  collaborated  with  Federal,  State  and  Municipal  de- 
partments in  similar  undertakings  at  various  times.  Indeed,  the 
current  catalogue  lists  many  courses  of  specific  application  to 
the  City's  needs:   such  as,  accounting,  statistics,  engineering, 
drafting,  mathematics,  data  processing,  management  techniques,  et  al. 

The  Superintendent  of  Boston's  schools  will  be  prepared, 
throiAgh  the  Division  of  Adult  Education,  to  co-operate  in  organizing 
instruction  in  many  areas  of  knowledge  involved  in  municipal 
administration . 

The  resources  of  local  universities  offer  training  in 
certain  professional  and  advanced  areas  not  covered  by  the  fore- 
going services.  The  support  of  these  institutions  should  be  sought 
on  a  "public  service"  basis. 
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THE  CURRENT  TREND 

A  high  tide  of  interest  in  the  improvement  of  the  public 
service  is  running  currently  throughout  the  country. 

The  Municipal  Manpower  Commission,  sponsored  by  the  Ford 
Foundation,  has  Just  published  a  report  on  Governmental  Manpower 
for  Tomorrow's  Cities.  The  American  Academy  of  Political  and  Social 
Sciences  has  Just  published  the  result  of  a  symposium  on  "Achieving 
Excellence  in  the  Public  Service"  held  in  Philadelphia  in  August, 
1963.  A  series  of  meetings  are  being  held  in  different  regions  of 
the  country  to  develop  practical  means  of  accomplishing  this.. 
objective . 

The  Finance  Commission  believes  that  the  City  of  Boston 
has  a  part  to  play  in  this  wide  circle  of  interest  and  should 
address  itself  to  the  following  considerations : - 

1.  Demands  for  new  and  expanded  municipal  services 
will  continue  and  new  skills  will  be  required 
in  many  areas. 

2.  A  plan  for  training  and  development  of  employees 
to  prepare  them  for  increased  responsibilities 
and  wider  promotional  opportxmities  should  be 
undertaken. 

3.  The  personnel  function  should  be  expanded 
to  include  such  a  program  as  well  as  a 
positive  recruitment  program. 
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4.  An  imaginative  "package  of  inducements" 
Including  an  adequate  and  competitive 
compensation  schedule  is  required  to 
attract  qualified  people  to  the  public 
service  today. 

5.  The  image  of  local  public  service  must  be 
improved  to  the  end  that  such  employment 
is  a  source  of  pride. 

Respectfully  submitted, 
George  Berkley,  Chairman, 
Roger  J.  Abizaid,  M.D., 
Joseph  P.  McNamara, 
Lawrence  P.  O'Donnell, 

THE  FINANCE  COMMISSION. 


Thomas  J,  Murphy, 
Executive  Secretary. 
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